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YEMORANDUM FOR: Deputy Director for Intelligence STATWNTL%

SUBJECT : Proposed Management Structure and Allied
datters Concerning Project SAFE

1. This memorandum presants for your consideration both a
management structure and leng-term sdministrative considerations
which relate to the Central Reference Service proposal that the
Gffice of Joint Computer Support of the Directorate of Administration
assume responsibility for the systeams development and eventual opera-
tion of your sutomated anslyticsl facility referred to as project SAFL.

2. The management structure is designed to provide high-level
participation by CRS personnel in areas vital to their Interests,
while, at the same time, ensuring 0JCS ¢t control over design
and implementation. Specifically, Mr. CRS, 1s propesed
as the candidaterﬁgr the position of Assistant Project director/SAFE/
Testing, and Hr. | CRS, is proposed to lesd the Project |
Control office. Attached to this semorandum is an organizational sche-
matic of the proposed managenent structure, a possible manning table
for the structure, an ideatification of responsibilities for the sen-
ior positions, a list of possible assisting contractors, and blographic
data on certain poteatial significant personnel.

3. With regard to selection of personnel, emphasis was laced on
personnel with specialities and demonstrated performance in similar
positions. Specisl consideration was given to the selection of tep-
level management personnel, Te3umes of whom can be found in the attach-
ments. Alsc, the personnel sslected can be rasadily processed for the
special security clearsances required. This is essentlal if the projeoct
organization is to be formed without unacceptable delays which could
asdversely impact the implementation schedule.

4. The size of the project office will vary, de ending upon
the manner in which we decide to use contractual services. The
level of additienal contract support personnel has not been estimated. |
Certain OJCS and CRS personnel have been tdentified as candidates for
some positions on the SAFE project. If the OJCS people are assigned,
we would need to retais their current slots and fi11 them with personnel
from our carser service or employment pipeline. As mentioned before, 1
do not believe we can provide any of the SAFE positions fros the current
0JCS Table of Orgsmization. 1t is also possible that CRS persoanel
assigned to ths Preject office may require replacsuent slots.

5. It would appear obvious that any sgreement between us on the
assignment of management raspnnsibilitg for the development and opera-
tion of SAFE should be made known to the Pirector. It is of equal
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and mandatory significance that at that time the Director be made
aware of the totality of the scope in undertaking the develeopament
of SAPE, as well as the fact that there ure two other major matters
of consideration now present that bear on 0JCS as discussed in para-
graph ¢ halow.

. It is the considered and studied opinion of OJCS that the
developmental phase for ths various hardware/software modules that
make up SAFE may well span a five-year period. A minimun of 17 staff
positions will be needed for dsvelopment of SAFE. The total of 17
includes 4 identified positions, along with their occupants presently
in CRS of DDI. We would expect the positions and the incunbents to be
transferred to OJCS. The additional 13 positions, along with the
necessary ceiling, are non-existeant and this Directorate has no caps-
bility of furnishing the ceiling. At the time the system is fully
operational, it is the current judgment that it will take a total of
30 people to ensure its operation. To reach this total, the 13 posi-
tions here discussed will be recsast to cther duties and encumbered
with different types of talents., Seventeen asdditional posirions will
then slso be mecessary to sake the total of 38, It s further en-
visioned that as the system modules become operational, we will have
to phase in these 17 positions to operate and maintain them. The
incumbents of these positiens will be involved in opersting the software
gnd hardware and the maintenance of the seftware/hardware and extensive
numbers of tearminals. These positions will have to be phased in near
the end of the five-year developmental period, In giving approval to
sroceed with SAFE development, therefore, the Diractor must be made
aware that he is concomitantly appreving an immediate personnel
{ncrease of up to 17 positioas with an eventual increasse to 50. Over
the long rum, sccordingly, lacressed Agency payroll costs for SAFE
will eventually reach a minimum magnitude of $500,000 per year.

7. Iasmediste and eventual space considerations are alse invelved.
Mo available space currently exists to house the 17-person SAFE devel-
opmental unit and the hardware. It probably can be arranged within a
reasonable period of time, but that act itself will incur an additional
jnvestment in funds. It is {mpossible at this time, for a varisty of
ressons, to define the ultimate characteristics of needed space when
SAFE becomes an on-goiag operation., We cannot, at this time, identify
the type of hardware that will eventually be used, but inamauch as
sdditional heavy-duty computers will undoubtedly be involved, we may
aiso be faced with sxtensive utility expansien end upgrading to ensure
necessary environmental conditions. OJCS estimates they could make 2
beneficial start on SAFE development with six weeks of receipt of
apgravaé, and, accordingly, the immediate space problem must soon be
attacked.

$. Budgetary matters should also be discussed with the Director.
1f OJCS/DDA assumes SAFE development and responsibility, then it
appears logical that they must assume the budget preparation and
sxecution responsibility. This is not necessarily a welcomed develop-
ment by this Directorate inasmuch as we are also carrying the budgetead

-
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monies for both CAMS and TAUS antomatad system development and

STATINTRCh steps continue Lo sweil the size of the Directorate budgec

fgr purposes not organic to the Directorate itself. The Director
should also be made aware that the current budget planning figures
of some | | tacks, for anderstandiable reasons, creditiiity.
5ith the almost complete iack of definitiveness of both software
design and hardware equipnent, it is aot reasonable to assume that

4 credible figure could now be levisec. The problem of overall <ost
estimate is also exaceroated oy the continuing inflatlonary problen
that is with us and that, in turn, could be worsened if the develop-
ment period is stretched out longer than adow envisionad.

9. {n presenting aad discussing this matter with The Uirectoi,
i would also feel under opiigation to ensure that he understands two
~urrent but unrelated mattears that bear on 0JCS. Based on e known
~nd reasonably predicted increased werkload of 0JCS, not including
SAFE, this Directcrate currently has a3 request pending asking vhe
yirector to obtain a reserve release of $4.6 million for expansion
and upgrading ot OJUS. Secondly, there are many of us of the opinion
+hat when this calendar year of investigations 1s behind us, there i3
4 high probability of a passive File system restructureing of the
Agency. Should this eventuall)y come Lo frultion, it is an additional
yoykload on the talents and vesources of 0JCS.

19, ‘The Directorate positiocn, Lo present a summavion, 15 Ay
follows. We are prepared to iavorably respond to the CRS pronosatl
ts assume responsibility for the developnent and operatior cf SAFE.
e do so, however, with tne anderstanding that it is a majox systanas
development and feel it incwibent upon us to make the Mrector aware
of the totality of the immediate and long-range resources require-
ments invelved to the degree that we can now identify them. He must
also be aware that BAFE, in ossence, is a stand-alone systen and that
there are other concomivant seeds for NDJCS which must receive equal
and current attention.

Goan F. o Biake
panuyty virector
For

(R
sdAminisiration
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DD/A:JFBlake:kmg (4 bdar /i)
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0JCs 318-75
27 February 1975

MEMORANDUM FOR: Deputy Director for Administration

SUBJECT : Proposed Personnel Organization for the
Development of SAFE

1. The Attachments are provided as a basis for our
discussions on 28 February 1975. They contain a proposed
SAFE Project management structure, including the names of
qualified personnel potentially available for assignment to
the SAFE Project management office. 1In addition, a list of
cleared contractors is provided which could be sources of
qualified contractual support personnel.

/ ~27" The management structure is designed to provide
STATIN “ high level participation by CRS personnel in areas vital to
their interests, while, at the same time, ensuring OJCS manage-
ment control over design and implementation. Specifically,
CRS, is proposed as the candidate for the
tant Project Director/SAFE/Testing, and Mr.
CRS, is proposed to lead the Project Con- _
Trol oifice. The-prdincipal functilons--of.these. two. positions ¥~
are-described in tha.dAttachments.

STATINTL

P 3. With regard to selection of personnel, emphasis was
4:%5 placed on personnel with specialities and demonstrated per-
formance in similar positions. Special consideration was
given to the selection of top-level management personnel,
resumes of whom can be found in the Attachments. Also, the
personnel selected can be readily processed for the special
security clearances required. This is essential if the pro-
ject organization is to be formed without unacceptable delays
which could adversely impact the implementation schedule.

N 4. The contents of the Attachments reflect initial
JCS views on the subject and have not been discussed with
CRS officials. Furthermore, since the management issue is
- still unresolved, no commitments have been made to any of the
" ;“ﬁﬂ‘ personnel listed, although I have discussed the project in
ﬁéﬁ&a | general terms with some of these listed. The personnel listed
T represent the nucleus of personnel who possibly could be as-
—-signed to the project.f’fﬁg size of the project office will
’ vary, depending upon the manner in which we decide to use
contractual services. The level of additional contract support
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personnel has not been estimated. Certain 0JCS and CRS per-
sonnel have been identified as candidates for some positions
on the SAFE Project. If the OJCS people are assigned, we
would need to retain their current slots and fill them with
personnel from our career service or employment pipeline. As
mentioned before, I do not believe we can provide any of the
SAFE positions from the current OJCS Table of Organization.

It is also possible that CRS personnel assigned to the Project

office may require replacement slots.

P e
5. In closing, I would like to again emphasize my be-
lief that SAFE implementation is properly within the 0JCS
mission area. It is essential that we fulfill this mission
to maintain our credibility, improve our morale and enhance
our professional competence, and to better prepare us for the

\. future task of upgrading the Agency's filing system.

7 OARRY E. FPLZWATER
Director'éﬁgz?oin ‘Cefaoputer Support

Attachments: a/s

Distribution:
O + 1 - adse
1 - 0JCS Registry
2 - 0/D/0JCS
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